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MEMORANDUM FOR : Chief, Security Branch, Development Projects Pivision

BUBJECT Briefing of Policy Officials on IPD Activities

Y3

1. I am gravely concerned about the srosion of security inherent in
the recent expansion of the reguiremsnt Yo hrief high level policy officials
on IPD operations in the course of obtaining necessary political permisasion
to conduct these operations. I have specific reference tc what we have
come to call the "Bleck Book" type of preaentation which came to he & fashe
ion with the IDEALIBT Program on a much amaller scale some years ago.

2. There were signs even in the last dsys of the previcus Administra-
tion that this system of briefing could essily get out of hand. However,
st that time the majority of the pre-operation briefings of this sort vere
carried on personslly by the Birectoy, the BDCI, or the DD/P with the some-
time assistance of perscnnel in IPD Operations. In most instances it was
posaible to fulfill the requirement for the production of this material
with a single, or at mogt two, such Black Books. In the case of operations
other than IDEALIST, it was only occassicnally necessayy to oreate Black
Books of this sort in wodest guantities, and for the most part these
remained exclusively within Agency or DFD control.

3. BSince January of this year, several things have combined to
increase the requirement for bLrisfings of this sort with the resultant 111
effects I have alluded to above. Without attempting %o renk these factors,
I would identify them as about s followe:

a., The nevw Administration has mads not ouly the sxpected
changes in personalities and previously established ways of
doing things, bul as 1s the case with eny major shift of this
sort, new lines of coordination and responsibllity are raepldly
established and frequently take many months to sort themselves
out before a harmonicus working relationship can be achieved.
For example, the position of the so-called 5412 Committee in
the present Administration is much stronger in my view than
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under Mr. Elsenhower. As a conseguence, more subjlects tend to
come before it for consideration, and these are not solely con-
fined to those extremely sensitive operstions which formerly
came to the 3412 Committee. Also, the Foreign Intelligence
Advisory Board, which under the previcus Administration had an
almost invisible policy rols, nov has emerged as a strong pollcy
group with » vested interest in all covert operations. To thils
body we are also entrusting detailed information regaxding sensi-~
tive operations on & fairly regular basis, though at the present
moment not in the Black Book format.

b. In the weke of the Cuban disaster, there has been a
natural emergence of additional control mechanisms on all types
of covert operations under the megis of the Govermment. The
Administration at all policy levels appears highly sensitized to
enything covert, and consequently wany pecple bescome interested
in all covert cperations and to a far greater degree than was
herstofore the case. Ae an example of this, I cite the estab-
1ighment following Cuba of the so-called Situation Room in the
White House where all clandestine mctivities of the Govermment
are posted in such a way as to be available %o the Chief Execu-
tive., Although st the present we & not submit Black Books to
this source, it is not impossible that such a regquirenent could
develop, since we 4o furnish them a monthly forecast of all air
operations. At the same time the Jolnt Reconnaissance Center in
DOD hes finally matured and becomes the resting place for sensi~
tive operational information belng undertaken within the purvue
of the DOD. To this body IPD regularly contributes basic infor-
mation regarding certain of its operations, simply in order to
avoid areas of conflict with ongoing programa there.

., There sre other influences which have tended to make the problem
of pre-mission coordination more complicated. One of these is that in
contrast to 5412 Commitiee meetings in past years where subjects ceme up
for dlscussion and were resolved in one or two meetings, scme llems have
dragged on for months since the first of the year, necessitating the almost
weekly production of Black Books for each of the members of the Committee,
detailing at great lengths variocus operational proposals. It could be
inferred thst this has resulted from not only the change of Adminigtration
and the strengthing of the role of the 5412, but the comcurrent involve-
went of the PD/P in other matters to the point where he was no longar able
o personally brief the 8pecial Group from a single book as had been the
custom in the past. Another measure of the problem can be teken from a
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coparigon of our pre-mission coordination procedure with the Department
of State in the previous Administration with the order followed at pres-
ent. On s sensitive cperation in tha past, the Director, General Cabell,
or Mr. Bissell usually briefed the Secretary or Under Secretary of State
personally, again from materlal retained by them. On occasion the
Director of Intelligence and Research would meke 1t possible for the
Acting Chief, IFD, or his representative to personelly brief the Secretary
on a given misslon working from briefing charts. At the present time it
is necessayy for us to create an extremely detaliled Black Book here in
the Division, which then is sent to the present Director of Intelligence
and Research, his daputy, or one of his speclal assistants, and they then
aceapt responsibility for brilefing the Sscyelary or the Under Secratary
acyoss the board without the presence of any one from the Agency. Thise
Black Book is then cavrled to the Special Oroup meeting by the Under
Secretary. The problem really is that once you give a Black Book to a
single member of any policy body thers ensues an Iimmediate requirement
to give everyone else attending the meeting a book with the same detalled
information. As & horrible example of the lengths to which this can be
carried, the material on Project TACKLE, whiech wae prepared for 5hl2
congideration earlier this month snd in connection with a highest level
White House meeting on 13 July, DPD Intelligence Staff was obliged to
create no less than nine Black Books (red in this instance) which cou-
tained the ingrediente of the entire TACKLE Program: listings of highest
priority targets, cover story, sample mission routes, etc. 4s 1T this
were not enough, subseguent to the 1 July meeting a requirement origi-
naebing with General Taylor called for a more condensed version of the
sarlier mataerisl, including the actusl mission track of the nw:l
Operation.

5. Not only have we literaily gone into the publishing business on
this sensitive moterial, but I feel that we have lost slmost complete

control of the actual location of the books once they have left this office.

Operating mgainst us are the simple facts that because thie materiasl is
going to busy VIPs who are frequently inaccessible, the responsibility for
receipting for this material ravely, if ever, falls to the VIP himsgelf but
is delegated to the secretary or typist nearest the dcor of the high level
official. Once she has signed for the document she does not have tha fog-
glest idea of its physical location I am sure. The other factor working
awvay from good security is that the reciplent of this material has no
restriction placed on him as to those persons to whom he shows the book
or in some cases glves it for temporary retention. In some cases I am
certain that 1t is literslly pessed arcund among Iinterested officials
close to the VIP but about vhose clearsnce status we have ao way of know-
ing snything. In addition, there is the always present problem of
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retrieving these books after a policy approval meeting. I venture that
there are still outstanding copies of some of these Black Books outside
the Agency vhere we cannot say for sure how long, if ever, it will be
before we get them back.

6. The day does not go by but vhat I shudder to think of the reper-
cugsions that woulld follow the loss of one of these books by someone in a
pudblic conveyance or in some eqQually compromising situation where kuowl-
edge of Lite contents could pass to vnauthorized personnel including mem-
bers of the preass. 3hould this occur I am virtually certala that we would
have a »epeat of the highest level concern, resulting fxom the publication
in NEWSWEEK of the Administration's plan for meseting the Berlin Crisis.

In addition to all the things I have saild to date, there is the sgheer
physical problem of reproduction of these moterials within the IPD Intel-
ligence Staff. They simply are not manned to turn ocut books with the
detall and art work frequently necesssary. I have had one suggestion fronm
that qusrter vregarding a possible way in vhich some control might be intro-
duced and that 1s that each book be preprinted in gold letters with its
clagsification on the cover, together with a printed control number =5 well
as a brief description of its contents; i.e., "Development Projects Divi-
sion, Central Intelligence Agency, Operationa Brisfing Book.” The thought
1s that a combination of the mumber and the vivid deasoription might lmpel
the recipients to take betier care of ite wmovements and storage once it
vas in their hends. It has also been suggested that in contrast to the
present "Hand Carry” system for these materisle that s rigid Top Secret
Control System be gubstituted, calling for actusl signatures, not only of
recipients, but of everyone vho sees its contents. Given the usual time
envelope for submissions of this materlal, such a slowdowm would undoubt-~
edly provoke complaints and eriticlams from s munber of gusrters. I maine
taln;, however, that these criticisms, however vocal, are preferabls to
the compromise of a single sensitive operation. The root of the problem,
however, seems 40 me to lie with the fact that the mumber of books in cir-
culation must be &rastically reduced, and this vithout hurting the inevit-
sble feelinge of the officials involved. Such a reduction will esll for
the increased personel participation of the ICI, the DICI, or the ID/P,
working from a single Black Book in the actusl physieal briefing of high
level officials vhose spproval is required for a given mission. We can
also hope that as a confidence factor in the Agency method of operations
iz graduslly re-sstablished, the mumber of subjecte requiring detsiled
presentaticns of this type will be progressively reduced. In the meon-
time, however, I think we are in resl danger, and I earnestly reguest
that you not only cousider this problem yourself but that you discuss it
with the Director of Securlty snd others in the Agency vhose opindone you
value, culminating hopefully in s recommendstion ag to the course we
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ghould follow in order to be consistent with the best security practice.
If we are not able to control this situation, I think that a major leak
is just a matter of time end that at a minimum the requirement for more
and more books with greater emounts of detail will continue, It is a
very short step indeed between giving & mlesion track in advance of an
operstion to Edally eirculating the Operations Order for pre-mission
coordination within the Govermment. Let me have your views on thie at
your earliest convenience.

JAMES A. CUNRINGHAM, JR.
Aselstant Chlef
DEPD-DD/P

Bigtribution:

1, 2 - DPD/8O
3 - Asst. to ICI
b - Asst. to DD/P
5 - ABST CH/IPD
6 - AC/TPD
7 - DPD/ASB
8 - DPD/SFB
9 - HPD/INTEL
10 < DPD/ATMIN
11 - IPD/RI

TPD«DD/P : JACunninghan, Jr./mg
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